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1. Key Takeaways

In the evolving landscape of institutional change, digital transformation
stands as both a necessity and a challenge. While it promises to unlock new
opportunities and enhance competitive advantage, the journey is laden with
resistance, misalignment, and the need for holistic change management. A
recent discussion in the Digii100 Summit 2024 on Managing Change for
Digital Transformation provided key insights into overcoming these
challenges.

Key insights from the session include:

* A clear and compelling vision is critical
Successful transformations begin with alignment across stakeholders on
the purpose, scope, and outcomes

» Comprehensive stakeholder involvement
Decisions made in isolation lead to resistance during implementation

* Technology is an enabler, not a replacement
Technology should amplify human capabilities rather than replace them

* Leadership commitment and agility
Digital transformation often falters due to the gap between leadership
aspirations and execution. Leaders must be actively involved,
empowering teams and avoiding rigid goals that can paralyze progress

The discussions highlighted critical frameworks essential for driving
successful and lasting change:

* The Control Tower® for governance, oversight and alignment
» Communication engineering® for transparency and collaboration

* The Decision-Making Protocol® for agility and stakeholder-driven
decisions

* Reward and recognition system® to drive digital adoption (not
extensively discussed in the session)

* L&D framework® to ensure digital readiness (not extensively
discussed in the session)

Success requires collaborative ecosystems, leadership that empowers,
systems that adapt, and a steadfast commitment to human-led innovation.
By addressing resistance, fostering comprehensive involvement, and
ensuring flexibility, institutions can transform challenges into opportunities
for growth.

The following sections outline key takeaways from the session. The objective
was to leverage the frameworks to spark discussions and gather insights
from the experience of visionary leaders across higher education institutions.
Based on the rich discussion, the frameworks have been further enhanced to
make them more suitable to tackle the challenges faced in digital
transformation across institutions.
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3. Session highlights: What we discussed

3.1. Introduction

For educational institutions, digital transformation presents both opportunities and challenges. While it can enhance
competitiveness and create new possibilities, it also requires navigating significant stakeholder shifts. A successful
transformation requires a holistic approach that considers the complexities of change management across people,
processes, and technology.

Amidst all, it was unanimously agreed that the student must remain at the center of the transformation. As one participant
emphasized, digital transformation should ultimately enable students to "better decide what is right for them" -
transforming institutions into enablers of personal learning journeys.

3.2. Steps in digital fransformation

The process is divided into three phases: Pre-Transformation, During Transformation, and Post-Transformation, further
broken down into seven key steps. These steps cover the journey from defining a vision and forming the right team to
selecting technology, development, testing, implementation, and continuous feedback. Each step presents unique
challenges that institutions must navigate to ensure a successful transformation.

Exhibit 1

Pre-transformation During transformation Post-transformation

Research Finalization of
and team process & Development

Testing and Launch and
pilot rollout adoption

Vision and
aspiration

Feedback

formation technology

In the pre-transformation phase, the first critical step, also discussed in detail, is establishing a clear and compelling
vision for the digital transformation. Participants emphasized the importance of aligning various stakeholders on the
purpose, scope, and desired outcomes of the initiative.

A clear and compelling vision is the foundation of digital transformation. The discussion also emphasized that aligning
stakeholders on the purpose, scope, and desired outcomes is essential for success.

Financing and budgeting were also acknowledged as important components to be taken into consideration right at the
onset. It was noted that inadequate budgeting can become a significant impediment, potentially stalling transformation
efforts.

Equally crucial is selecting the right cross-functional team (CFT) with relevant and diverse expertise to drive the
transformation forward.

3.3 Change management challenges

We map key challenges into broad themes, identifying common barriers institutions face during digital transformation.
Corresponding resolution strategies provide a practical framework for addressing these challenges.

During our discussion, four key pointers were brought up:

* A recurring concern raised was the insecurity felt by employees, fearing that technology would “replace us”. This
psychological resistance often manifests as deliberate highlighting of failures or the argument that "manual work is
still better”.

* Communication and collaboration emerged as critical battlegrounds. Traditional top-down approaches are known
to fail, and transformation often becomes "a majority decision" where stakeholder groups reject changes only after
they've been fully implemented. The solution lies in actively involving stakeholders throughout the transformation
process to prevent last-minute challenges.
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 Agility is key. Vision and objectives must be measurable but adaptable. Being too rigid can lead to teams "chasing
something which they know is not possible," creating institutional paralysis.

* Leadership commitment often falls short of rhetoric. Leaders say they want "to be the best in the industry" and use "the
best digital technology," yet their level of involvement in implementation varies. The gap between aspiration and
execution is where many transformation efforts falter.

— k€

Trust in your people - they can achieve what you envision. Believing
in their potential is key to driving sucessful transformation.

14

v
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\/Ranganathan Sourirajan
COO, Management Development Institute, Gurgaon

Stills from the session
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Change management themes and challenges

Exhibit 2

Five key resolution strategies to address change management challenges
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3.4 The Role of Technology Partners

Technology providers aren't off the hook either. Many try to force institutions to adapt to their systems, rather than
tailoring solutions to specific institutional needs. Service providers often "try to change us rather than change their
software," creating friction and resistance.

The consensus lies somewhere in the middle - while some level of standardization is necessary, institutions should adopt
best practices from the industry without discarding processes that are already yielding strong results. Technology
providers are "creating a framework for the future" — trying to infroduce best practices that might seem challenging now
but could be transformative in the long term.

4. Resolution strategies to address key challenges

Following the discussion on challenges, three critical frameworks were discussed: The Control Tower, Communication
Engineering, and The Decision-Making Protocol. Each was discussed extensively, with common underlying
principles being active stakeholder involvement, agility, rigorous testing, and a clearly defined vision to guide the
transformation effort.
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4.1 Control tower to ensure proper vision setting

The control tower framework serves as the backbone of digital transformation by aligning vision with actionable goals. It
focuses on three pillars:

* Leadership and Team Structure: Build a capable cross-functional team and identify strong leaders to drive success
* Accountability and Role Clarity: Define clear roles, assign ownership, and set measurable KPIs to ensure progress

* Action Plan Development and Monitoring: Establish roadmaps, timelines, feedback loops, and risk management
to track and achieve milestones effectively

Exhibit 3

Control tower: Backbone of the digital transformation process to ensure
that vision is turned into reality!
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4.2 Communication engineering for effective change management

The communication framework ensures effective stakeholder engagement by addressing when, what, how, and who in
change management:

* When to Communicate? Identifying the right timing for communication

* What to Communicate? Defining the right information to be conveyed across stages of communication and
transformation

* How to Communicate? Selecting the appropriate communication channels best suited for the context

*  Who will Communicate? Choosing the right messenger based on content and communication channel

Exhibit 4

Communication engineering for effective change management
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4.3 Decision-making protocol to guide transformation

The decision-making protocol offers a framework with five key guiding questions to facilitate effective decision-making,
particularly when stakeholder consensus cannot be achieved. These questions help ensure decisions are strategically
aligned, operationally efficient, and mindful of stakeholder impact. These questions also provide a succinct brief to many
alignment issues arising through the transformation as pointed out by participants.

0 © Praxis Global Alliance 09



2
PRAXIS .igii

GLOBAL ALLIANCE

Exhibit 5

Key guiding questions
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5. Closing remarks

Digital transformation is not a destination but an ongoing journey of adaptation, collaboration, and innovation. Success
hinges on the alignment of vision, comprehensive stakeholder involvement, and leveraging technology to empower
humans rather than replace them.

1

Higher Education recognizes that the way we work today will not
be the same in the future. To prepare for this we need to think very
differently.

v 39

- Martin Newton, Managing Director, CoSector

The five frameworks, including the three discussed in detail - The Control Tower, Communication Engineering,
and Decision-Making Protocol - along with the Reward and Recognition System and L&D Framework, serve as
essential tools that one can deploy to effectively address key challenges, drive digital adoption, and ensure
organization readiness.

True transformation is achieved through leadership that empowers, systems that adapt, and a commitment to
continuous learning. By fostering collaboration, embracing agility, and prioritizing people enabled with technology,
education institutions can turn the complexities of change into opportunities for sustainable growth and competitive
advantage by delivering superior learner outcomes.
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About Praxis Global Alliance

Praxis Global Alliance is a leading management consulting and advisory firm that brings deep industry expertise and
data-driven insights, enhancing the strategic value of its initiatives. A next-generation firm working across diverse
markets and verticals with a practical, research-oriented approach, we partner with some of the largest companies,
preparing them for change and innovation by solving their most complex problems. By combining expert industry
knowledge, innovative Al-led research methodologies, and digital technologies, we provide practical solutions to tackle

the most complex business challenges.
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How we help our Education & Employability clients Grow!
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About Digii
Digii is an enterprise software company providing Digiicampus — a Digital Operating System designed for modern

institutions. It empowers academic, administrative, and campus operations through intelligent, end-to-end digital
transformation.

Digiicampus is trusted by over 200 leading higher educational institutions, including the National Law School of India

University, IIT Madras, Manipal Academy, VIT, MICA Ahmedabad, Jio Institute, BITS School of Management
(BITSoM), among others.
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Connect with us

We will be happy to share perspectives
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Disclaimer: This material has been prepared by Praxis Global Alliance, which is the trade name of Praxian Global Private Limited (“Praxis”, “we”, or
“our”) with the intent to showcase our capability and disseminate learnings to potential partners/clients. This material can be referred to by the

readers on the internet but should be referenced to Praxis Global Alliance, if reused or adapted in any form, medium and on any forum. The
frameworks, approaches, tools, analysis and opinions are solely Praxis’s intellectual property and are a combination of collection of best data we
could find publicly, and Praxis team’s own experiences and observations. Any information provided herein is only for informational purposes and
you are advised to perform an independent analysis of the same before making any decision based on such information. The information does not
constitute any business advice or guidance and is to be construed as a general summary based upon the publicly available information and our
interpretation of the same using our resources. For this material, we may have relied upon different sources of information which may be primary
sources, publicly available information and relevant information available with us.

We make no representation or warranty, express or implied, that information herein is accurate or complete, and nothing contained in here can be
construed as definitive predictions or forecasts. Any use of the information provided herein by the reader shall be at the sole risk of the reader and

Praxis or its business partners, affiliates, agents, officers or employees shall not be liable for any unintended or adverse effect or outcome from the

use of such information by the reader.

Praxis does not have any duty to update or supplement any information in this document. Praxis shall not be responsible for any business or
commercial loss sustained by any person who relies on any information provided therein.

Any and all logos of companies used in the information provided herein have been published for information purposes only and Praxis does not
hold any and all liability in connection therewith.
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